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MEMOBANDUM FOR: Chairman, CS Agent Penel
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1, This memorandum is in response to your vequest for a preliminery
report on the factors vhich cortribute to & substastial workload in the
sixinistration of sgents, snd for suggestions which might result in reduc-
ing the workiond o & minfmm, The suggestions include paterisl developed
by the ID/S Support Procsdures Comatttee, Messers. [N W rca
worked with the Nomofficisl Cover Committee, Support officers and Opere-
tions officers of various ID/8 ani ID/P components, members of the CS
Agent Panel, end others.

2. There are many fectors whioh contribute to the worklosd of adninis-
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tration of agents., In the interest of heeping this paper to a maoageable
proportion, it will de limited to severml factors vhich have bean cited
a8 mejor sources of sdninistrative workloed, They sve:

Travel of personnel (m A}

Transportation of and household effects
sl axtomobiles

Farniture snd tamm;insn {'reb C)

Living querters (Teb D)

Property sccounting {Teb E)

official (QP) and persomal sutcmobiles (F&b F)

Duty status reports {time and ettendence and leave){Tsb G)

Allowences (quarters, living, equalisation, transfer,
edusation, separstion, ete.) Tob H

3. Income tax wes not included among the administrative worklosd fac~

tors for discussion in this peper because we do mot now bhave & proposal for
the solution of this problem. A meeting to discuss the mudjJect has been
schaduled and will be reported separately.

h. In eddition to the suggesticns regarding individual workload factors
some general observations seem sppropriste. It mmbepemmwtﬁmtmt
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8ll contracts are the spurce of excespive administrative worklonds. Meny
sontract agents sre under simple instruments which require little adminis~
trative support. At the ssme time, there are mmercus staff agents sud
contract and career sgents who have been provided vitn N 2°X'C
vehiicles, govermment furniture and other accmm; property which tends
to equate the agent with staff employees. 4 sizesble mwmount of sdministra-
tion 13 econpected with these bepefits and can be eliminated by sltering

the baeic philosophy of contrecting or by adjusting sdministreative arvange-
wents. Much of the workicad commected with the eduministration of sgent
personnel is brought sbout be the tenSency to apply steff ewployee standsards
to contyact pergommel. A lsrge mmount of edministrative detsall is inmhorent
with staff status. This need not spply to contract personnel and especially
in the cases of career anfl contract sgents, contracte can de 8o written as to
reftuce or sliminate many sccounting requiremants. It is spperent thet mis-
unflerstending exists regarding the basic eauge of aduinistrative worklosd.
There iz, for exsmple, 2 feirly wide-spread view that the Agency regulaticns
are at fault snd that much of the work is required to satisfy the certifying
officers and auditors. The fuct is that with the exception of cne =ejor work-
load factor - income taxes - the regulations pertaining to nonoffieial cover
ares quite broed sud flexible. They are genarslly permissive rather than
restrictive and, except in the cese of appointed persomnel {staff agents),
who have certain legal rights and cbligetions, the regulations generally
leave to the diseretion of cperstional approving officials a determination
nwmmmmmmmmnmmmws,mm
conditions under vhich they will be granted. Complisuce with the Director's
policy decision requiring specisl spproval of salary in excess of the equiva-
m#%mﬁacﬁ-lﬁmmﬂiwwm mxmmma,
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but theve are fov cther wum miaa outside the project apTOV
nnmmmofawmmwmmmmm,miﬁmu
- m‘b&y m‘ﬁﬁl ee:wiianee, thet certifying officers and cthers
in the support fleld have an W&t regponaivility. Even then, 1%
mmtmmimmmhmmmmmm of servic-
s.wﬁawt (mtimenfammgamtmt}mﬁmmm%mw
procedures which have become s@mﬁ;maa of time,

18 nmmuatmﬂmtimmmm}g, e any give a
contract sgent 2 eslary or fes of, say, $5,000 amnmlly; provide guarters
and 1iving allowsncs of 42,0003 pay for his trivel to his post (reasonsble
sotusl expense} in the amount of $500; provide him with Wnt-m&
furniture sud transport it to his post st & cost of $1,000; provide him

- Wi & govermment-owned sutcsobile asd trameport it to his post et a cost

of $500; and pay for the use of the automobile theluding fuel, repeirs, etc,
{total salary and éllwames for the first year ~ $5,000 plus eutomobile
mwmmmmrwuxm}. If we do this,
nmtim,wwmmwwgmnmmwmmmm
mhmamyarfwargg,mfwmeﬁmtm(ww&kinaﬁnmaaa
may be peeded for travel, ete) vhich would include all of the travel and
allovances plus $600 per yenr for loeal trunsportation at his post. Yo
azecunting or correspondence should then be required for these ftewms of
wxponse. If the agent has no furniture or automobile, and iz finaneinily
wmsble to obtein the necessities, it ulght be advantegeous to increase his
salary or fee for the firgt yser in sn smount which would enshle him to make
%mwmmmhmﬂ%mwmmmm
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If such an avrangement is imspuropriate, conaldering the opevationsl
relstionghip with the individual, the sgont way be given u losn which
Thais should require mo administrative work on the part of the sgemt
or the fleld statlon to which be iz attoched. The sgent's sslexy for
succesding years could be specified in the originel condwect at on
sppropriaty lower amount excluling travel and trangportation to his post.
. We dc not bave the same latitule in dealing with gtaff ngents
s, frequently, o carveer sgent and sometimes & (conbract sgent) may
regquire certain bemafits (which ususlly generate work) as a consideve-
mng,Math@‘mmmmmm
osn be forsolelied if available altersatives ore considered with #hat pur- |
pose in nind when the contrect is prepaved or the staff sgent is asaigned.
T+ Oor regulations need revision (and sre being revritten) move for
mmwmtmmﬁmrwmwmwmemm
playses who peed them, and to trein these enployees, rather then to
esteblish new provisions. Trainirg is an importent ingrediest in any
formule For the reduction of sdministretive workiosd. Ope souvce of
wmmtmimmmmwwmmmmwthemm-
maf‘wmmm%mmﬁmﬁw‘ The recant
mx'mwmmwmmmeafm-m
mafmﬁmlm,mwwmmmm
mnmﬂmm@efmmmmmww xether than
mzmafmkmmamg;»mm-mpmm Ye believe

m T aYs
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that eny operatiomal situstion, officiel or nonofficial cover, can,
wet by vse of one of the exlsting categories of personnel or agents.
At the mﬁm it sppears that each exiating category serves & use~

fal purpose, therefore, 1t {s recommended that no change be mede in
existing categories while we undergo & training and infoctrination
procasg. I new titles are needed in the future for long-renge

caredr or prestige purposes, they can be establiched as the nsed is

quired by soat other govermient ogencies {and eoue private business
concerns) bub any aceounting, that is meandngful, by am sgent under
monofficisl cover vho bas limited or no access to sccounting or

elerical fecilities, and whose record keeping is restricted by security,
becomes & burdenacwe chore, not only for the agent but also for his

some explenation or include some item which mey not appesr o be official.
In elther event, the regqulting correspondence congrtitutes e work burden
shich shoidd be eliminated or refuced to a mintwm,

P ﬁmmmﬁm.mmmnﬁmmﬁmmr
mmmmwmmm-mmmwfmwma@mm
in the Tubs A through H. As noted sbove, cur current regulations zre
generally permismive {mofmmmmammmmzy
warious bensfits snd 1o euthorise excepiions to the regulations and
procedures pertaining to staff employees under offtcial cover). The
Fropossd changes are believed to be within the policy and igtent ex-
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sihitoh agents arve engaged or assigned virtually prohibit the writing
of & ussble memval which would contsin a section spplicable to emch
cass, therefore, it is believed that, in the interest of reducing
atministrative vorklosd, and in the Interest of effective end effi-
ergormel, we should look more to the

sporoprinte procedures in the case of ooch agent. The reguletions
then would condine to provide policy &drection and basie suthorize-
zmmmmxamfwmmmmmmwmw,
rather then dstailed procedures for the wse of clerical and techniesd
persannel. In other words, if the sgent contract (or siaff agent
letter of imstructions) is properly prepsred undor the regulations,
the perscrmel vho service the egent need not be cowerned sbout a
variety of regulstory requirvements gsince the contrect would be the
controlling decument in au individunl cege. There may be certein
stetutory bencfite, such as BEC, which would apply in some cases
ragerdiess of the contract or lotter of inshructions, but these would
wt affect the kind of workload vhich we are attempiing to reduce.

10, During the period when ihe new procedures are in the developmaental
stege, it is recomendsd thet dr. L secretacy to the Agent rane1,
and Mvisdon Swport (hiefe and in interpreting to them the policy, intent,
and limitetions established by the Agent Panel vhenever the Diviaicrsdssire
o Inke sdvanbege of the sllowances based on netunl expenses. The Mdvistons
e control relsticnships.

CONEL \DEN L
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and sttachmonts, steps will be teken without delay to obtaln the
opinions of legal counsel, contrscting officers, and certifying
officers regarding suthority under existing regulstions, fipamaial
gerviceadility of the plan and, in particulsr, the effect vhich
this plan mny heve on ineome tax lisbility.
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